ANALYSIS
WHAT IS LEADERS HIP?

This fundamertal question has been the suljed of scholarly debatefor centuries Hundreds of
books have been written on leadership. Not just what isleadership, but also wha isthe nature of
it: isit an art or ascience? Canit be taught or isit hereditary? |Isleadership the same as
supervision? Where does managemert fit in? Isleadership on the fireline different than
leadership anywhere ese? These and countless smilar questions can end up swirling around in
your brain asthough you were the victimof bad medication. How do we end up making sense of
it all?

Fird, we propose that wedispense with the notion that leadership is based solely on heredity.
Leader ship at its core involves dealing with people; we al accept that some people seem to be
natur aly better at thisthan others. However, thereis ample evidence in both the private and
public sectorsthat leedership traits can be identified and those traits deveoped inindividuds
who are willingto work and learn. Maybethe whole debateis moot, though. For wildland fire
organizations, the bottom line is this: even if leadership were solely hereditary, jud think what
an orderly process of leadership development would do for the "born leaders’. How much better
would they be?

If we accept the basic tenet that good leaders can be " grown” or developed, then the next thing is
to try to define just what leadershipis, andwhat itisnot. Itisvery easy to get bogged downin
semanticsin thistype of endeavor. Perhaps the best gpproach will betotry to arrive a some
agreed-upon "working definitions" that will allow us to move on.

The U.S. Army Field Manual 22-100, ertitled " Army L eadership”, contans a pretty good
definition of leadership, one that would seem to apply to any type of organization.

“Leadership is influencing people—by providing purpose, direction and motivation—while
operating to accomplish the mission and improving the organization.”

The Army Manual goes on for another five pages explaining in detail what terms like
"influencing” and "motivation” mean. For our purposes, the above definition can probably stand
alone it containsall the basc elemerts of wha leadership is and wha it aims to accomplish.
Influencing, motivating, providing purpose and direction: al focused on getting the job done and
at the same time improving the organization. What atall order, no wonder it's a complex
subject!

Let's take a stab & aworking definition for supervision. “Supervision involves the application
of procedures and policies in directing employees to achieve an organization's immediate
objective(s).” Obvioudy it issmilar enough to leadership in some ways. it involves directing
employees (influencing people to achieve objectives (accomplish the misson). However, there
ismore of an emphag son proceduresand polides and on achieving short-term goals (immediate
objectives) than what's embodied in our definition of leader ship. Leadership involves providing
purpose, direction and motivation, and the goal is not just to accomplish immediae objectives
but also to improve the organization. These may seemto be subtle distinctions, and in the final



andysis onecould conclude that supervision is simply askill set under the broader umbrella of
"leadership”.

Managemert is a little easier to separate from the othe terms. “Management involves the
coordination of fiscal resources, logistical resources, and human resources to achieve an
organization's long-term goals.” Not much in here about directing or motivating employees, is
there?

Given the above ddinitions, it's farly easy to definewhat leadership isnot. It isnot atechnical,
cognitive subject that can be gudied, disassemb ed and reassembled likean internal combustion
engine It deals with human behavior and communication, suljects that are at times as
impenetrable as dog-hair lodgepole pine. The study of leader ship has morein common with the
fieldsof behavioral sdence and psychology than it does with fire behavior and meteorol ogy.
Wete typically comfortable when dealing with the saenceof fighting fire but when it comes to
the gudy of peoplefighting firewere suddenly off balance. There's no belt weather kit for
measuring human behavior.

Isleadership on thefirdine different than leadership anywhere ds2? In someways, perhaps it
isnt very different. Many leadership concepts and practices are universal. The skill st required
for "influencing people by providing purpose, direction and motivation" may be pretty similar for
running a hotshot crew or an advertisng salesforce. It's the environments that people operatein
that differ, and this has many subtle impacts on the exercise of leadership. For example, both the
hotshot crew and the sales force operate under gressand there can be adverse consequences for
allinvolvedif poor leadership isexercised and poor decisions are made. However, the hotshot
crew is under agreat deal of physical stress as well as mental stress; they typically operate under
high levels of fatigue. The hotshot crew lives together 24 hours a day when on fire assignments,
something most sales forces aren't required to do. T his adds additiona unique stresses and
leadership challenges. When the hotshot crew superintendent makes a decision on the fireline,
chances are he or she doesn't have agreat deal of time to analyze all of the possible outcomes of
that decison. Finally, the consequences of poor leadership and dedson making on ahotshot
crew can lead to its members being killed or injured, while on the sales force maybe the worst
that can happen isthat someone doesn't sell enough and loses their job.

In other words, many leadership principles and techniques apply everywhere-in the military, in
civilian government and in the corporate world. It's the application of those leadership principles
and techniques that differs based on the environment in which leadership is exercised. That's
what makes leadership in wildland fire different from any other type of leadership.



CURRENT SITUATION
Fundamental Flaws in the Current Curriculum

Thefollowing specific prodemswereidentified with wild and fireleadership training as it exists
today:
1 Nothing is presented at the entry level (firefighters, personnel time recorders etc.)
2. Courses currently hilled as "leadership courses' cover alot of other content such
as supervison, management, ethicsand conduct, EEO. Much of thiscontent is
presented in other agency-required sessions (e.g., ethics and conduct, EEO/sexual
harassment), so it is redundant, plusit is not directly related to leadership.

3. Thereis no distinct articulaion of the separation/differences between leadership,
supervis on and management.

4, Courses currently deliver content to studentsbut they do not get opportunities to
put concepts into practice. Thisis not effective learning for adults.

5. L eadership courses are not required for any positions in the 310-1.

6. Thereis no leadership modd or group of conceptstaught that are continuoudy
linked from lower to higher levels in the curriculum.

7. There is no assesament of leadership capabilities or ills development; no way to
measure if olyectiveshave been met.

8. There is no method of providing or acquiring continuing education opportunities
with regard to leadership.

9. Ddivery of training is poorly timed: currently, the concepts covered in S-201 and
301 are ddivered far too late in people'scareers. Many of these arebas ¢ concepts
that people should be getting earlier.
NWCG Leadership Training Courses

S-201 and S-301 Discussion

Since these courses are the currertly identified ones in the NWCG training curriculum
that purport to contain leadership content, we examined themthoroughly. Our
examination not only focused onwhether or not the courses cortained information
specific to leadership issues, we also looked at whether the material presented was
appropriate to the level of quaifications of the people who would normally take the
course.

Detailed analyses of each course are presented bdow. To summarize these, what we
found was that the courses contain a mixtur e of leadership content and management
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content, and that the leadership content in each coursevaries from "high levd" to "low
level" concepts. For example, S-301 contains information covering followership skills.
By the time a person is far enough along in their wildland fire career to be taking 300-
level courses, they should already be familiar with followership skills and concepts

The two courses appear to be independent products; inother words, 301 does not
effectively build uponthe content presented in201. Further, there is a great deal of
content in both S-201 and S-301 that appears to be redundant with agency-required "first
40" supervisory training. Topics such as delegation and the use of objectivesin
evaluating performance are routinely covered in agency-required supervisory training.
Our feeling is that thisredundancy is wasteful and that the Training Working Team needs
to decide whether any supervisory or managerial content is appropriate within the NWCG
training curriculum, and if it is, at what level. Further, many agencies require annual
training on topics such as EEO, Civil Rights, sexual harassment—why duplicate this
training inthe NWCG curriculum?

Findly, neither of these coursesis officidly required in order to become qualified for any
ICS position. Thismeansthat a person can advance to high levels of ICS qudifications
without ever having taken them or received much of anything in the way of leadership
training. We fed thisisa problem, given the leadership issues that continueto be
identified in accident reports and safety studies.

The analyses bd ow examine unit objectives for leadership content and goplicability.
They dso compare the content in the NWCG courses with the following recently
developed leadership courses: Human Factors (HF), Followership to Leadership (F2L),
and Fireline Leadership (FL). The Human Factor s course was developed under the
auspices of NWCG's Safety and Hedth Working T eam; the Followership to Leadership
course was developed as part of the SAFE Initiative; Fireline Leadership was devel oped
under the auspicesof the U.S. Forest Service.

S-201 Analysis and Content Comparison

HF = Human Factors course
F2L = Followership to Leadership course
FL = Fireline Leadership course

Unit 0—Introduction

1 Introduce the trainees to the instructor s, peers, and pur pose of the
course.

2. Identify trainee expectations and concerns.

3. | dertify the course format, unit topics, course agenda and use of
the student workbook.

4, | dertify tranee performance level and course compleion
regquirements.



Analysis:
. Not applicabl e, standard introduction process tha isnot
specific to any content issues.

Unit 1-Supervisor Responsibilities

. Define a supervisorsrole, legal responghilities, relationship with
subordinates, and berefits of bang a supervisor.

Analysis:
. Roles and relationships are leadership isues.

- F2L Course covers roles in the context of
leadership values and principles and recognizing
leadership misconceptions (I hour).

- FL Course covers roles and relationship in the
context of levels of leadership, the leadership
environment, leadership values and principles (4
hours).

. Legd responghilities are an agency and postion specific
topic.

- Needs to be covered, but not a leadership issue
(First 40 Supervision training?).

. Benefits of supervision is aleadership issue.

- F2L Course covers leader motivation in the context
of self-analysis of why individuals want to fill
leadership roles (Y2 hour).

Unit 2—Ethics

1. Define ethics and describe their relevance to the role of the
Supervisor.
2. Identify criteria to determine if adecisonisethicd.

3. Given a questionable ethical situation, idertify information sources
available to supervisorsfor consultation.

Analysis:
. Ethical behavior and ethical decisions are leadership issues.
- FL Course covers ethics in the context of
professional ethics, ethical dilemmas, and ethical
decision making (2 hours).
. Ethics information sources is a duplication of annud

required agency training.
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Unit 3—Workforce Diversity

1 Define wor kforce diversity, civil rights, affirmative action, and
equd employment opportunity.

2. Describe the supervisor'srole in recognizing, supporting and
utilizing a diverse workforce.

Analysis:
. Entire unit is duplication of annud required agency
training.

Unit 4-Mutual Respect

1. Define mutual respect, harassment, sexual harassment,
discrimination, and inappropriate behavior.

2. | dertify the supervisor'srole in dealing with sexud harassment,
discrimination, and inappropriate behavior.

Analysis:
. Entire unit is duplication of annud required agency

training.

Unit 5—Critical Incident Stress

Lo

Define a critical incident.

I dentify the behaviors associated with a critical incident.

3. Describe a supervisor's responsibility to someone who has
experienced a aritical incident.

N

Analysis:
. Critical incidents, fear, and stress are |eadership isues.
- HF Course covers stress in the context of individual
self-awareness of stress reactions (1 hour).
- FL Course covers stress in the context of
recognition of human error, fear, and stress in
order to mitigate their effects for subordinates (2
hours).
. Criticdl incident gtressrequirements are an agency specific
topic.
- Needs to be covered, but not a leadership issue
(CISD training?).
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Unit 6—-Communication

1 Identify and describe the essentia elements of communication.

2. Demonstrate the ability to receive and present oral and written
information.

3. Describe the importance of providing feedback to oral and written
information.

Analysis:

Unit 7-Leadership

Lo

Entire unit consists of follower level skills.
- HF Course covers situation awareness and
communication at this level (I /> hours).

Define goals, objectives, and tasks.

2. Describe the planning, assigning, controlling, and evaluating
(PACE) system.

3. Describe four leadership styles.

4. Describe appropriate supervisory appraisa, delegation,
documentation, motivation, and evaluation procedures.

o u

Describe effective decision making.
Describe methods to solve problems and differentiate between

conduct and performance problems.

Analysis:

Objectives #1 and #2 consig of basic supervision skills.

- Needs to be covered, but not a leadership issue
(First 40 Supervision training?).

Objective #3 is a leadership issue.

- F2L Course covers leadership styles in the context
of basic situational leadership problems (1 7>
hours).

- FL Course covers leadership styles in the context of
advance situational leadership scenario analysis,
sources of power, and follower challenge groups (4
hours).

Objective #4 consigs of basic supervision skills (except

motivation).

- Needs to be covered, but not a leadership issue
(First 40 Supervision training?).

- FL Course covers motivation in the context of it
being the primary component of a leadership vision
(1 hour).

Objective #5 is a leadership issue.

- HF Course covers decision making in the context of
basic decision process awareness (I hour).
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Unit 8-Teambuilding

1 Define ateam.
2.

3.

Analysis:

F2L Course covers decision making in the context
of understanding the dynamics of making decisions
in a group setting (2 hours).

FL Course covers decision making in the context of
simulation exercises with stress inputs (8 hours).

Obj ective #6 is a leadership issue.

F2L Course covers follower problem solving in the
context of typical "what-if" scenarios for new
leaders (1 hour).

FL Course covers follower problem solving in the
context of enforcing standards, counseling, and
resolving conflict (8 hours).

Describe advantages and disadvantages of teams.
Describe methods for building teams.

. Objective #1 and #2 consist of follower level knowledge.

HF Coursecovers teams in the context of teamwork
guiddines (%2 hour).

. Objective #3 is a leadership issue.

F2L Course covers teamsin the context of
comparing team decisons to individua decisons
(*2 hour).

FL Course covers teams in the context of team
building methods and training plans (4 hours).

S-301 Analysis and Content Comparison

Unit 0—Introduction

Sk wdE

Course objective
Cadre/trainees
Course devel opment history

Agenda

Performance expectations
Course learning contract

Analysis:
. Not applicabl e, standard introduction process that isnot
specific to any content issues.
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Unit 1-Communication

1 Describe the communication methods used by the average
supervisor.

2. | dentify what a supervisor's communication goals should be.

3. Describe the basic process of human communication.

4 Identify the conditions necessary for accurate and effective
communication.

5. Differentiate between hearing and listening.

Analysis:
. Entire unit consists of follower level skillsand isa
duplicaion of communication units found in other
S-courses.
- HF Course covers basic communication processes
(1 %2 hours).
- FL Course covers active listening (2 hours).

Unit 2-Leadership

1. Describe and identify five leadership styles base on Blake &
Mouton's Managerial Grid.

2. Describe the generd characterigtics of managers based on six

criteria

Categorize your management styles through self examination.

Describe how the general characteristics of managersimpact the

thirteen areas of management's concern.

Describe the characteristicsof Team 9.9 Manager.

Define the four devel opment levels of followers and how they may

affect your leadership gyle.

7. Describe the impact of time and stress on leadership styles and the
incident setting.

A~ w

ISRl

Analysis:

. Objectives #1-5 involve the use of atool that has a
"management” focus. It isa sdf-assesament of personality
traits and should be presented only by people trainedinits
proper delivery. The content aso shows a bias towards one
preferred " style" which conflicts with the concept of
situational |eadership.

. Objective #6 is a partial presentation of dtuational
leadership concepts.
. Objective #7 is a leadership issue.

- HF, F2L, and FL Courses all address stress and
stress management in high risk work environments
(6 hours).
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Unit 3—Delegation

1 Define delegation.

2. Identify the benefits derived from effective delegation.
3. Identify the barrier s which prevent effective delegation.
4. Describe the nine principles of effective delegation.

5. Describe the consequences of reverse delegation.
Analysis:

. Entire unit consists of basic supervision skills.
- Needs to be covered, but not a leadership issue
(First 40 Supervision training?).
- FL Course simulation exercises require the use of
delegation skills for trainees to be successful.

Unit 4—Conflict Resolution

agrwONPE

| dertify four typesof conflict tha canoccur at anincident.
Identify the five basic styles of conflict resolution.

Cite four guiding principlesin effective conflict resolution.
Explain suggested steps in conflict resolution.

Givena sampleconflict, the trainee will apply 2epsmod likely to
lead to asatisfactory solution.

Analysis:

. This unit is aleadership issue.
- FL Course covers conflict resolution using role-
play exercises but does not go into the background
content of how and why conflicts develop.

Unit 5—Civil Rights

1

pODN

| dentify the importance of federal, state, and local laws and agency
policies dealing sexual harassmernt, equal employment, American
with DisabilitiesAct (ADA) and workforce diversty.

Describe a workplace free of inappropriate behavior.

Describe stepsto correct and prevent inappropriate behavior.
Describe relationships between supervisor and the incident Human
Resource Speddist.

Describe the impor tance of documentation and preserving
confidenti dity.

Define wor kforce diversity and itsimplications in incident
management.

Define adequate facilities related to Americans with Disabilities
Act (ADA).

Describe the incident supervior's roleto ensure cortractors
compliance of ADA.
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Analysis:

. Objectives #1-6 are a duplication of annud agency required
training.
. Objectives #7-8 ar e specific incident facility management
issues.
- Needs to be covered, but not a leadership issue
(S-3542).

Unit 6-Objectives, Performance Evaluations, Monitoring

E A

Discuss the useof objectives in evaluating performance.
Analyze and discuss the parts of an objective.

Describe how objectives can be used to evaluae performance.
Discuss why it is important for supervisors to evaluate
performance.

Discuss two primary systems for evaluating individual
performance under NIIM S and describethe relationship between
the two.

Describe the common monitoring techniques for usin evauating
the performance of others.

Discussthe consderations for the final closeout evaluation.

Analysis:

. Objectives #1-4 and #6-7 are basic supervision skills.
- Needs to be covered, but not a leadership issue
(First 40 Supervision training?).
. Objectives#5 is a fire spedfic supervisory administration
issue.
- Needs to be covered, but not a leadership issue
(1-200?).

Unit 7—Internal and External Controls

1.

Describe why effective interna controls are to be developed and
maintained in your incident organization to ensure the integrity of:
health and safety, property accountability, fiscal responsbility, and
organizational requirements.

List and discuss the standard/normal internal controls used at
inciderts.

Describe externa controls that may affect your incident
organization.

Analysis:

. Entire unit consists of basic management issuesin an
incident setting.
- Needs to be covered, but not a leadership issue
(1I-200?).
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Unit 8--Time Management

1 Describe the impact of interna/external influences and time
choices.

2. Describe the four parts of the Management Cycle.

3. Describe how the Management Cycle and t he section Planning

Cycle guides work together.
4, Dexcribe five time management drateg es tha can be goplied to
incident operations as well as day-to-day work activities.

Analysis:
. Objective #1, #2, and #4 are basic supervision knowledge
or sKills.
- Needs to be covered, but not a leadership issue
(First 40 Supervision training?).
. Objective #3 isafire specific IMT level planning issue.
- Needs to be covered, but not a leadership issue
(1-300?)

Unit 9-Technology Management

1. Discuss why it is important as a supervisor to know what
technologies are available for implementation in incident
management.

2. List current technologies relevart to your supervisory role.

w

Discuss the various sources avail eble that enable supervisors to
keep current on technological advarces.

4. Describe the role of the supervisor ininter-functiona and
intra-functional information and technology exchange.

Analysis:
. Entire unit addresses technical skill issues.
- Relevant S-courses usually address current
technology applications.
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SUMM ARY OF NON-LEADERSHIP TOPICS COVERED IN S-201/301

Supervisory Topics

Lega Responghilities

Diversity (Civil Rights, EEO, AA, ADA) 201/301
Dealing with harassment 201/301
CISD resources 201
Planning Skills 201
PACE system 301
Management cycle 301
Time managemen strategies
Directing Skills
Definng tasks with objectives 201/301
Delegation 201/301
Performance gppraisas 201/301
Documentaion 201
ICS Topics
NIIMS evaluation s/stem 301
Incident Planning Cycle 301
Internd/externd controls at incidents 301
Current technology gpplication at incidents 301
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S-420, S-520 and S-620

These courses aretargeted for the Command/ Generd Staff at the Type 2 or Type 1 levd,
and for Area Command, respectively. Working as ateam and team building are strongly
emphasized, and simulations are used extensively. Leadership concepts are discussed,
especialy those that relate to communication. S-520 is widely recognized as a "weed
out" course that screens participants rigoroudy before allowing them to move up to the
Type 1 level. Traditionally, S- 420 hasnot screened participants nearly as rigorously as
S-520; passing 420 is not seen as being veay difficult, while pasing 520 is. The fact that
many peoplewho pass S-420 and performon Type 2 teams fail S520 would seem to
support this. In the current curriculumand 310-1, it is possible to reach the Type 2
incident command level without ever having taken any leadership courses. It isfarly
easy to make thecase that thisis far too late ina person's career to get the first exposure
to leadership principles and practices All members of Command/Gereral staffsneed to
exercise leadership in their jobs on incidents, and they should be well grounded in
leadership theories and practices long before arriving at the Type 2 level of incident
management.

Although the "S-" designation denotes a "suppression skills' course, it could be argued
that none of these courses fits into that category very neatly. In fad, these courses seem
to suffer froman identity crisis: are they primarily learning experiences for the sudernts or
are they evaluation (screen out) opportunities for cadres made up mainly of existing
practitioners at the Type 2, Type 1 and Area Command levels? Do they measure what
people learn at the course or do they measure people's competency levels at things they
already know? If we need to eval uate people (or teams) in a "hot seat” situation, why not
admit that's the primary purpose of the event and forget about calling it "training"? Sure,
people learn plenty while in the "hot seat”, but the fact is that to be successful at S-520
you haveto bring alot of already devel oped competencies with you when you arrive for
the course.

The leadership development process that we propose will complement the
Command/General Staff and Area Command courses by helping people develop as
leaders well before they arrive at the Section Chief or Officer level in the | ncident
Command System. Inthefuture, it may be recognized that some of the leader ship
content in S-420, 520 and 620 will have already been covered in the leader ship
curriculum, allowing these courses to focus more exclusively on evaluating incident
command <kills and ahilities in a team environment.

Review of Other Existing Courses for Leadership Content

A review of course and unit objectives for existing courses in the NWGCG curriculum
shows no clear pattern interms of integrating leadership content into courses targeted at
specific pogitions. For example, thereisno information on follower responghilitiesin
S130. Another example, and onethat surprised us, is that thereisno discernable
leadership content in S-230, the course tar geted at the Crew Boss position. Hereisa
course for apogtion tha will be responsible for 19 firefighters on thefireline, yet it
contains nothing related to leadership. Further, no courses tha do focus on leadership are
required to become a qualified Crew Boss.
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The table below illustrates the leadership content in existing courses:

Course Leadership | Unit Number Related Objective
Number content?
S-130 No
S131 Yes Unit 3: Obj. 1: Define communication and
Communicaion | list waysto ensure that complete and
accurate commo takes place.
Obyj. 4: | dentify the commo
responsibility of the Squad Boss
during atactical asd gnment.
S-200 No
S-205 No
S211 No
S212 No
S-216 No
S-217 No
S-230 No
S-231, 232, No
233,234
S-260 Yes Unit 1: Rules of | Obj. 1. Describe the rules of conduct
Conduct and prohibited conduct.
S-290 No
S-300 Yes Unit 4: Obyj. 2: Describe I ncident
Operations Commander actionsthat may be
utilized to direct and maintain
control of incident personnel.
S-336 No
S371 Yes Unit 1. Obj. 1: Identify the responsibilities
Common of the hdibase manager necessary to
Responsikilities | promote positive interpersona and
interagency working rel ationships.
S-378 No
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Course Leadership | Unit Number | Related Objective
Number content?
S420 Yes Unit 1: Unit 1, Obj. 1: Describe team
Personnel responsibilities regarding current
Mgmt.., issued for management of personnel
Firefighter safety and welfare infire
Safety and Fire | suppression.
Dynamics
Unit 2: Team Unit 2: All eight objectives are
Building related to communication and/or
|eadership.
S-430 Yes Unit 2: Obj. 2: Describe how to manage the
Supervision Operdion' s organization in terns of
communication and delegation.

All of the courses above are part of an existing content revison cycle. We recommend
that during the revison cycle, each course be examined closdy to determine if leadership
content is appropriae within the context of that course. Estalishing aseparate
leadership curriculum will not eliminate the need to focus on postion-specific leadership
considerations within courses for positions like Crew Boss.

NARTC Courses with Leadership Components

Fire Program Management

Thiscourse is primarily a management skills course thet is targeted at aspiring Fire
Management Officers. Itisinteragency in nature; the Nationd Park Service requires it
for all of their Fire Management Officers, while the course is recommended by other
federd agencies for ther AMO's. Contert includes sections on budget management,

litigation, ecology, WFSA's, etc.

In 1993 asteeaing committee was estallished by the NWCG Training Working Teamto
conduct task anayses and develop aFire Program M anagement course. The courseis
currently in a date of trangtion. Traditionally, this course has been a 72-hour classroom
course. Unlike many NARTC courses, this course was designed to be delivered in
geographic areas (it isseldom ddivered at NARTC). Thereis currently acontract with a
private vendor to put a great deal (approximately two thirds) of the course content irnto an
online format so that it can be accessed viathe Internet. The remaining onethird of the
course would remain classoom-based.

Although much of the course is managemert skills oriented, thereis a 1.5 hour block that
deds directly with leadership issues. This part of the course was initialy developed by
Paul Gleason as an outgrowth of the South Canyon Fire. Cortent includes discussons of
recognition primed decision making, respectful listening and leadership styles.
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Fire Management Leadership

This 3-day course is targeted at agency adminidratorsat the Forest Supervior/Deputy
Forest Supervisor (USFS), Superintendent (NPS, BIA) and Feld Office or Resource
Manager (BLM, USFWS) level. Course objedives are

. Improve agency administrator's ahility to provide leadership in fire
management and other emergency activities to better recognize when they
and the public are being well served.

. Gaina common understanding of nationd policy, agency adminidrators
respong hility and accountability, and agency adminidrator authority to
improve al fire management actions.

Most of the content of this course is managemernt process related. For example,
discussion of policy is extensive, including the Federa Wildland Fire Management
Policy. Other topics include the agency adminidrator's briefing, Wildland FHre Situation
Analysis, Risk and Cost Analysis. Agency adminidrator authority and regponsibility are
covered in depth.

Participants in this course are already inleadership roles in thar organizations, but may
or may not have any background in fire. Sinceit is assumed that participarts are already
functioning leaders, teaching leadership principlesis not emphasized. Interna and
external relations and interagency cooperation are discussed, as well as the agency
adminidrator’'s role in firemanagement.

Fire Management Leadership for Agency Executives

Thisis an 8-hour course for senior agency managers (e.g., State Directors, Regional
Foregers). Its focus is primarily on policy and the ramifications of policy i mplemertation
to agencies and the pubdic. While the word "leadership” isin the title of this course,
|eadership conceptsare not taught. Cooperation and accourtability are repeated themes.
This event isactualy not atraining course per se, but rather a series of guest lecturesand
panel presentations.

NWCG 310-1

Review of 310-1 for Existing Leadership Courses and Positions Covered

The Jarnuary 2000 vergon of the 310-1 is confusing inits references to leadership courses.
Some of the courses are referenced under the "old" nunbering system (e.g., S-201, 301,
401) while in other parts of the same document they are referenced under the "new"
numbering system(e.g., S- 281, 381, 481). For thepurposesof thisandysis, werefer to
course numbers asthey currently exist (201 and 301), while recognizing that S-401 has
never exiged. Therevisonof S-201 and S-301 wereput on hold pending the outcome of
this analysis process.
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Forest Service Manual 5109.17 mandates completion of S-201 and S-301 for Forest
Service employees for many ICS positions. Other agencies follow the 310-1 and these
courses are designated as"additional training” whichis not required for their employees
In most agencies, it would be possible to reach the Command/General Staff level on an
Incident Management T eam without having taken any training specific to leader ship
principles and techniques.

S-420 and S-520 are required courses, however asnoted above these courses exist more
to evaluate leadership competencies than to teach leadership concepts.

SECTION POSITION | REQUIRED | ADDITIONAL COURSE
TRAINING | TRAINING... | NUMBER
Command ICT2 X S401
SOF2 X S401
IOF2 X S-301
IOF2 X S401
RXB2 X S-301
Operations 0sC2 X S401
STCR/ X S-301
STEN/
STDZ/
STPL
STAM X S-201
FFT1 X S-201
Air Operations AOBD X S401
HEB2 X S-301
HEMG X S-201
Planning RESL X S-301
TNSP X S-301
Logistics All Unit X S-301
Leader
Positions
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SECTION POSITION | REQUIRED | ADDITIONAL | COURSE
TRAINING | TRAINING... | NUMBER
INCM X S-201
ORDM
RCDM
SECM
BCMG
EQPM
Finance TIME X S-301
COST X S-301
COMP X S-301
PROC X S-301
Expanded EDSP X S-301
Dispatch
EDSD X S-201

It should be apparent from the above review that current leadership training courses ae
not constructed in a "building block™ approach where courses build on knowledge
previoudy acquired. Evenif the curriculum was constructed this way, many positions
would not take advantage of such an approach under the current 310-1-- eveniif al the
currently recommended training was mandatory! For example, the Logistics Section U nit
Leader postions have S-301 as "additional training”. |f aperson satsther leadership
training at an intermediate level, when do they ever get the basics?

BENCHMARKING OF OTHER ORGANIZATIONS' APPROACHES TO LEADERSHIP
DEVELOPMENT

Military Organizations

Military Leadership Versus Leadership in Wildland Fire

The U.S. Maine Corps feels pretty strongly about |eadership, for obvious reasons.
Leadership and its developmert are ingraned into most thingsa Marine does For
example, Marines make the gatement "if there aretwo Marines walking down the street,
one of themisthe leada™ even if they're the same rark (something &kinto our "chief of
party" concept). Throughout many decades of history and many intense battles, the
Marines have come up with some distinct ideas about what makes a person aleader and
what makes a leade poor, adequate, good, or great. No quibbling here about whether or
not leadership isinherited or learned: the Marines spend weeks and weeks focusing on
leadership development at all levels of their organization, both in the NCO and officer
ranks. It seemsto be awidely held belief inthe military that leadersmust be developed;
it cannot be left to chance.
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Are there enough parall els between wha the Marines do and what wildland firefighters
do for usto make vadid comparisons and draw conclusions for our own leader ship
development? Some of the similarities are obvious. For example, military organizations
and wildlend firefighters both operatein a high risk work environment where poor
|eadership decisions can result in increased threat to life and property. Some similarities
may be more subtle: both firefighting and military |eadership processes tend to be very
"mission-focused” and time-compressed, especially at the lower organizational levels, as
opposed to the more "consansus-oriented” gpproach often usedin the private sector.
Another simlarity is that "rank and file" personnel in both military and wildland fire
organizations can easily distinguish good leadership from bad. The cultures of military
and firefighting organ zaions arevery similar in that subord nates do not suffer poor
leedership gladly: the persond consequencesto followers are just too costly.

Another simlarity between firefighting organizations and military organizations is that
because of the dynamic situations that are the norm on fires or battlefields, people at any
level of the organization can suddenly find themselves "incharge”". For example, crews
are frequently split physically on fires; in this Stuation, a squad boss can easily bein a
position to make life-or-death decisions that affect many other people. Thisisthe
compelling reason that has mede the military institutionalize leadership devel opmert at
al levels of the organization, rather than just concentrate on thetop echelon. Itisthe
reason that the wildland fire community needs to do the same.

There are d'so some key differences between leadership in military organizations and
leadership inwildland firefighting. One ggnificart difference isthat military
organizations readily accept that there will be times when even good decision making
results in the deaths of some of their own personne. In wildland firefighting
organizations the basic precept is that no losses are acceptalle under any circumstances.
While this may influence the types of decisions made in many cases, it does not ater the
principles and traits of a good leader. Which brings usto another difference between
leadership in military and wildland fire organizations: military organizations al have
written sets of leadership principles and traits, while wildland firefighting organizations
do not. Inthe Army, these leadership principles and traits are printed on a plastic holder
for each soldier's dog tags.

Another key difference between military and wildland fire organizationsis that wildland
fire personnd are empowered to refuse direct orders. Wetdl our peoplethat they have
the right to "say no" to assignments that they deemare unsafe. In the military, such an
actionwould most likely lead to a court martial. Thus, while firefighting operationsare
not by nat ure "democracies’, they are a shade more toward the democratic end of the
spectrum than military operations. In wildland fire organizations, eveninthe "hea of
battle", leaders may have to explain and justify decisonsto subordinaies. Inthe military,
this is seldom arequirement or even an expectation. Inthe military, leaders arejudged on
whethe they accomplished the mission or not, and on how well it was acconplished. In
wildlend fire leadersare judged first on how safe the operations were, and second on
whether incident objectivesweremet or not.

In summary, military organizations and wildland fire organizations are not identical, but
they do share anumber of key similarities. The numbers and typesof similarities are
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such that it seems appropriateto look at how military organizations deal with leedership
Issues, to glean ome ideas for our own organizations. Thereis no desire to mimc what
the military does, rather theintent is to borrow the beg and most applicabl e ideasfrom
the military in the process of crafting our own unique approach to leadership development
in wildland fire.

Establishing Leadership Principles

Without common definitions and agreed- upon principles for leadership, how can people
learn what to focus on in their own development or the development of their
subordinates? For example, if "decisiveness' isa leadership trait that the organizaion
values, it constitutesa defined set of behaviors that can be studied and practiced. Further,
if "seek responsibility” is a valued leadership principle, employees can use that as a guide
in making decisions on a daily basis.

Leader ship may be many thingsto many people, but without some type of road map the
only good leaders that our organizations will havewill be ones who havefound a
workable formula through trid and error. Obvioudy our organizations do have some
good leade's, the question is arethereenough of then? The military has some poor
leaders, even with its emphasis on leadership devdlopment. The questionis, how many
more poor leaders (or how many fewer good leaders) would the military have without
such emphasis?

L eadership gurusin the private sector, such as Steven Covey, promote " principle-centered
leadership”. All branches of the U.S. military have defined leadership "traits’ and
"principles”.  While the terminology may vary from one organization to another, mary of
the concepts appear to be farly universd. Military organizations worldwide supply their
leaders with alist of the leadership traits and principlesthat are valued by the
organization. The wildland fire community owesits leaders no less. (See Appendix B

for examples of other organizations lists and Appendix C for a prototype for wildland
fire).

Leadership Development in the U.S. Marine Corps

The Leadership Task Group visit to the Marine Corps Base at Quantico, VA, was an
intendve one-day event that was extremely well orchestrated by the Marine Corps. Lt.
Col. Calson, Director of Operations, Marine Corps University, was our host for theentire
day. The main highlights of the visit were visitsto (and discussions with the staffs of) the
Staff NCO Acadeny, Officer Candidate School (including the Leadership Reaction
Course), and The Basic School. The visit was fascinating and worthwhile from several
different perspectives. There appear to be a nunber of training methods and techniques
that could be adepted virtudly verbatim and used in wildland fire training, both in
|eadership development and in non-leadership training.
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How the Marine Corps Builds Leaders: NCO's

Per haps the firg thing that legps out at you when benchmarking military organizations is
their sheer size. The U.S. Marine Corps has approximately 172,000 active duty members.
Thisisfar larger thanall of the federal and state wildland fire management agencies
combined. In order to deliver effective training to such alarge group of people, an
organization must be focused and organized.

During our visit, the staff at Marine Corps University outlined their "cradle to grave”,
building block system of professional military education In the rarks of
non-commissioned officers (NCQO's), thisis visually represented as aninverted pyramid,
with the lead training and knowledgeinthe ranks of privates, slightly more at private
first class, more at corporal, and so on upto the level of Sergeant Major/Master Gunmery
Sergeant. The Marines use a combination of "Professonal Seff Study", traditional
classoom training, and something called the" Professonal Reading Program” to educate
their NCO's.

There are three formal classroom courses for NCO's. In the Sergeant's Course, 7 days out
of atotal of 33 days of the curriculum are devoted to leadership training. At the next

leve is the "Career Course’, amed a Staff Sergeants. The messagein thetitle of this
coursisthat if you have arived at this levd, the Marine Corps could be a career for

you. At lower ranks, the philosophy is "move up or move out”. In the Career Course, 12
days out of atotal of 37 days are devoted to leadership training. The third formal course
in Marine Corps NCO development is called the Advanced Course, designed for Gunney
Sergeants. Inthiscourse, 10 daysout of atotd of 37 daysare devoted to leadership
training.

One thing the Marine Corps hasthat the wildland fire community does not is a good idea
of the demographics of the participantsin ther various courses. Thisinformationis
useful both in designing courses and in andyzing the training a work force receivesat
various stages. For example, the USMC student profile for the Advanced course shows
that the average age of sudents is 34, averagetimein serviceis 14 years, average timein
gradeis2 years. In othe words by the time aMarine NCO conpléetes thiscourse, on
average he or she will have received 29 days of leadership training in the context of
forma classroom courses, in 14 years of service. Inwildland fire, we possessvery little
information regarding the demographicsof attendees of our courses, which limits our
ability to analyze and reach conclusions based on who gets what, when.

The impact of the Professiona Self Study and Professionad Reading Programs on the
development of Marines should not be underestimated. Although neither of these
programs occurs in a traditional classroom setting, both appear to contributegrealy to
learning. Both programs are used for both NCO's and officers.

It'sinteresting to note some of the content of the Marine NCO leader ship courses. While
some of it isvery military-specific, some of it would translate wdl into the world of
wildland fire. For example, " effective written communication” isa component of all
three NCO classroom leadership courses. When asked how written communication is a
leadership skill, the Marines responded that |eadership can be effected through any type
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of communication, writtenor verbd. Given that written communication skills are a part
of therequired Knowledges, Skills and Ahilitiesfor many jobsin wildland fire, it would
behoove the wildland fire agenciesto think long and hard on this subject. It iswidely
recognized that our higher education system provides us with many people woefully
unprepared to exercise even minimal writing skills.

Counsding and performance evaduation are dso covered in al three NCO leader ship
courses. |Inexisting wildland fire cour ses, counseling is dmost never covered and
performance evaluation is handled in a cursory fashion (i.e, show students the form).
Y et dealing with subordinates effectively is one of the keys to leadership!

Guided discussons and guest lectures are used in all of the Marine NCO leadership
courses. AsNCO's progress upward on thelr career developmert track, they are given
instruction on training program managemert, instructional technques and career
planning.

How the Marine Corps Builds Leaders: Officers

The devd opment of offica's in theMarine Corps is structured differently than that of
NCO's. Marine Corps officers either come from the U.S. Nava Academy at Annapolis
or they come through the M arine Officer Candidates School (OCS). The mission of the
Marine OCSis"to TRAIN, EVALUATE, and SCREEN officer candidates to ensure that
they possessthe moral, intellectual, and physical qualities for commissioning and the
LEADERSHIP POTENTIAL to serve successfully as company grade officersin the

Fleet Marine Force” The OCS motto is "Ductus Exemplo™: Leadership by Example.

Evaluation and screening of officer candidates occurs "in an atmospher e characterized by
chaos, uncertainty and stress” (sounds just like being on afire!). Candidates are
evaluated on Leadership (50%), Academic ability (25%), ad Physicd Fitness (25%).
Thisis afar indicator of the importance the Marine Corps places on leadership ability in
its officers.

Oneinteresting facet of the evauation of officer candidatesisthat much of it is
conducted by NCO's. Asthe Marine Corps puts it, asan officer candidate you are
"evaluated by those who lead" (e.g., officers) "and those you will lead” (e.g., NCO's).
The idea that you have to prove your leadership ahility to the satisaction of those you
will lead, before you are dlowed to lead, is quite intriguing. Perhaps the employment of
some permutation of this concept inwildland fire would lead to fewer leadership
problansin the field.

Anot her interesting tool that the Marine Corps uses a its Officer Candidates School is
the "Leadership Reaction Course” (LRC). Thisis anoutdoor facility whichis basicdly a
set of walled "bays' approximaely 20'x30' in 9ze. Each bay contains a unique problem
to be solved, such as. get an anmo container across a body of water using only a wooden
plank and a piece of rope (without throwing the container). Students have never
encounter ed these specific "problems' before. They are divided into small groups, the
leader is selected and briefed on the problem, then the group has 10 minutesto solve the
problem. Students are not evauaed on whether or not their group solvesthe problem;
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infact, only around 10% actudly do solveit. Ingead, the active display of leadership
qualitiesiswhat isevaluated. Asthe Corps putsit, "acandidate's thought process and
ability to maximizethe potential of his fireteamis more important than the actual
completion of the problem.”

There are a number of somewhat similar "team-building, problem-solving" type
execisesand programs offered in the private sector (e.g., radt awhitewaer river with
your team). The Marine Corps approach is appealing because of its smplicity and
transportability and because it dlowsan objective evduation of demonstr ated leadership
ability. 1t would not be difficult to develop aLeadership Reaction Course for the
purpose of evaluating potential leaders in wildlad fire.

Perhapsthe most interesting thing tha we saw during our vist was the University
concept itself as applied by the Marine Corps. At The Basic School (where Marine
officers go upon completion of Officer Candidate School), classes of approximately 250
Marine Lieutenants are taught by a cadre of Captains. Rardly isit the case that one
instruador addresses aclassof 250 guderts: more often, the dass is broken downinto
much smaller incremerts for effective learning. The Captaninstructors either goply or
are assigned to The Basic School from throughout the Marine Corps, for 3-year stints.
Captains are not allowed to instruct a course until they have "apprenticed" under an
existing ingructor and completed an "Instructor Education Program”. Thereis also an
ongoing "Facuty Development Program”. Incontrast, our wildland fire instructors are
only reguired to teke a 36-hour "facilitative instructor” course before being dlowed to
ingtruct. One of the key benefits that the Marine Cor ps realizes from their system is the
education of the Captains. The Captainsteach the Lieutenants, but in the process learn a
great deal themsalves which isinvaluable to the organization, especialy when the
Captains returnto the field and apply what they've learned.

Another sgnificant process used by the Marine Corpsisthat each new Captain who
arrives at The Basic School to be an instructor has a one-on- one conference with the
commander. This personal attention by the most senior leader not only emphasizes the
importance that the organization places onlearning, it al serves to "raise the bar" for
the ingructorsin terms of what is expected of them. We have no paralld for this
practice inany of our agerncies

Decision Making Training for Marine Officers

Making good, timely decisons amid chaos and uncertainty is avalued skill in the
Marine Corps. At The Basic School at Quantico, anumber of different philosophies and
techniquesare employed to help Marines develop their decision making ills Decision
making isinjected into amost al instruction to encour age a process of “immersion and
discovery”. Students are given as much responsibility as possible. Students are taught
counsdling skills and how to develop subordinate leaders, in addition to the philosophy
of leadership and core values. Classroom instruction on decision making involves few
lectures. As much indruction as possible is moved out of the classroom, and tactical
decision making games are used extersively.
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One educational tool that the Marine Corps is making great use of is the "sand table".
Thetool itself isjust what the title implies abox or table filled with sand, about 8'x10'
insize. Sand is used because it can easily be re-shgped to form different types of
"terran’ features TheMarinesuse sand tables to peform”Tacticd Decison Games" or
TDG's; they even have a publication called "Desgning TDG's" that helps instructors
createtheir own. Theconceptisthis a sudent is presented with ascenario tha could
be a historical situation or one that has been made up. For example, your platoon is at
the base of thishill, you are taking fire from that ridge, your objective isto take the hill,
now what do you do.

The student wor ks through the problem in the presence of a number of his or her peers,
adding to the stress of the Stuation. Sound decison making under stressis ahighly
prized leadership skill in the Marine Corps, just asit isin the ranks of wildland
firefighters. The student not only hasto explan his or her decisionsbut d s hasto
convey ordersjust as they would be conveyed in areal stuation. In other words, it isn't
enough to just say "wed go around to the right and take the hill", you have to say what
specific instructionswould be givento subordinates and when. Theuseof TDG'sto
simulate red stuaions and give gudents opportunitiesto practice thistypeof decison
making and communication is atraining method that the wildland fire community could
easly employ. Inthe not-too-distant past, sand tables were used in wildland fire training
but they are sddom used today. The fact that the Marine Cor ps favorsthe use of this
low tech tool says alot: the Corps has access to some of the most sophisticated computer
simulation tools currently available, yet they choose to use boxes full of sand to practice
and evaluate | eadership skills.

In terms of decision making theory, the Marine Corps teachestheir young officersthe
difference between anaytica and recognitional decison making. Through consultations
with expertsin the field, such as Dr. Gary Klein, the Marine Corps has cometo believe
that recognitional decision making is the mog useful type of decision making for
chaotic, rapidy changing dtuations These typesof theories should beexplaned to
wildland firefighters and they need to be dlowed to practice them in atraining
environment.

Immersion and Discovery as Learning Methods

TheMarine Corps has made use of some of the finest academic minds avail able to
develop itsinstructional techniques. For leadership and decision making training,

formal lectures are used infrequently. Based on experience, the Marine Cor psfeelsthe
"crawl, wak, run" (or tell, show, do) method of learningisnot the best. Ther desireis
to put the student in the environment in order to expose himto conditions he can expect
in the "real world". Another term for immersion is "sink or swim": students are placed
inredigtic, stressful situations and given the opportunity to fail, prior to receiving any
forma instruction. This gives the student a better appreciation for the techniques and
proceduresthat are taught later. Thisis the essenceof the concept of immersion.

In terms of the process of discovery, the Marines feel that students are sometimes the best
instructors. The role of the irstructor becomesone not of "teaching™, but more one of
facilitating learning. Instrucors are not expected to somehow "know" how to instruct;
they go through an organized Instructor Education Program. Wildland fire organizations
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need to take alook at this model and determine if it would be useful for our instructors as
opposed to the current approach of requiring Facilitative Instructor and calling it good.

Continuous Learning in the Marine Corps

The Marine Corps has asolid belief that its members can learn agreat deal by studying
the history of the organization, which dates back to 1775. Study of battles prior to 1775
occurs frequently as well. Reading is strongly encouraged, with one Marine Corps
publicaion entitled " TheBook on Books". Thisis basically a listing of hundreds of
pertinent books with short descriptions of their theme and content. For many courses, the
read ng of certanbooksisaprerequisgte Thefirst thing partidpantsdo in classisto
discuss the books they've read; it quickly becomes apparent who has completed the
reading. To quotethe " Book on Books': "the main thing to remember isthat the
professional reading program is not a check-in-the-box exercise. Itisan exercisein
learning!"

Listen to the Marine Corps philosophy on reading, as written in the "Book on Books':
"there isnothing that Marines are discouraged from reading." "The probability of a
Marine being an expert on war without reading is slim.” "History gives you an
appreciation for the realities of your profession which is essential.” Any of these
concepts readily translatesto the world of wildland firefighting.

Another technique used in many Marine Corps courses is that studerts either select or are
assigned a topic to research and write areport on. This has athree-fold benefit: it forces
students to study some element(s) of the subject at hand in great depth; it hones writing
skills; it helps sharpen presentation and public speaking skills when students present their
conclusions to their peers.

The implications for fire training are obvious: we could have our own "Book on Books",
alist of "sdected readings” (books, accident invedigation reports, news articles etc.)
fromour ownrich history. We oould use the "research topics" goproach in a number of
courses to foster in-depth analysis of issues, stimulate discussion and sharpen our
employees writing and presentation skills.

The Marine Corps has established itself as a learning organization. We could realize
huge gainsin educating wildland firefighter s if we could instill in our work for ce the
value of reading books and learning from history, the commitment to continuing
education. While many peoplein our work force already possess these values, our
organi zations could do more to encourage learning and to develop tools to facilitate
learning from higory or teaching others appropriately.

Perhapsit is timefor the wildland fire agendes to consider a"cradle-to-grave" University
gpproach to wildland fire training, using some of the educational concepts employed by
the Marine Corps. At the present time, traning delivery inwildand fireagercies is quite
fragmented. Some agencies are using an apprenticeship program at the "entry level"”,
while many others are not. Even for agencies using an apprenticeship program, thereisa
large gap in organized training ddivery between that level and the NARTC leve.
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Leadership Development in the Corporate World

The bigges chdlenge for benchmarking leader ship development practices in the corporate world
isthevariation that exists. Thisvariation isdriven by the wide range of interna cultures and
frequent management doctrine changes that follow senior executive trangtions. However, some
basic guidance can be derived from a 1998 study conducted by Linkage, Inc., atraining firm and
Warren Bennis, aleading author inthe field of leadership development. In this study more than
350 companies were surveyed. One of the key findings of the study wasnearly all companies that
identified employee leadership skillsas critical to their success had integrated leadership
development sysemsin place. Thissupportsthe concept that the effective leedership

devel opmert systems should be adapted to the unique culture of the target organization. For
these reasons, we would suggest that the best use of benchmarking from private corporations lies
in the techniquesthey uilize raher thantheir drategiesfor workforce implementation

Some Ideas to Borrow

A second key finding of the Linkage, Inc. survey was that most successful leader ship
development systems included some or all of the following four components:

. A distinct leadership model comprised of core values, principles or
competencies tha forms the basis for all evaluation processes and provides
aframework for dl components of the program.

. 360-degree assessments using multiple raters (subordinates, peers,
superiors) to measure citical leadership skill areasand give feedback to
participants regarding their strengths and weaknesses in those areas.

. Action learning through simulation so that participants engage in real
world leadership chdlenges that relate to their work environment.

. Significant involvement of senior levd management as advocatesfor
change, as faculty in formal training courses, as raters in the 360-degree
assessmerts, and asmertors.

Respondents to the survey identified these techniques as superior to the traditional
methods of accelerated promotions, executive graduate sudy programs, and sporadic
conferences.

A third important finding from this survey had to do with design factors that contributed
to successful programs In addition to the involvement of senior managemert as
previously mentioned, the most important factors cited included:

. Doing athorough needsassesanent.
. Linking leader ship development into astrategic plan.
. Leveraging internal expertise with professional design assistance.
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. Piloting programs before launching.
. Usng "best performers’ asfaculty.
. Continuous evauation.

Some Differences to Note

The primary target audience for many company leadership development sysemsis
mid-level managers and high-level executives. Inother words, field level employees
must gain accessto thistarget audience through asurvivd of fittest process, if they gain
access at all. The underlying philosophy of this approach is the desire to focus limited
training resources on the perceived " highest potentid” employees. Consequently many
entry-level employees are not afforded |eadership devel opment opportunities when they
are at the most teachable point of their career. For example, Abbott Labs, a company
with 57,000 employees, was one of the companies identified in the Linkage, Inc. survey
as having a "bed practices' leadership development system. It is atwo-tiered program.
Thefirst tier istargeted at the senior manager level and runs 140 participants a year
through the program. The second tier is a the functional vice president level and has 35
participants a year. Another "best practices’ example of aleadership development
program was BP Amoco, a company with 85,000 employees. Ther program focusis
only onthe individuals tha are viewed to have the potertid to achievethe top 120 posts
in the company.

Much of the "leadership training” that is made available to the field level employees of
corporationsinvolvesbad ¢ supervidon skills or enphasson persoral insight in order to
dter individud stylesand behaviorsin theworkplace. These are usudly generic
offeringsdelivered to employees from many different compani es with no specific lirks to
the environments that the participants work in. Also, these courses are offered
sporadically and usually are not part of a systematic delivery approach. This type of
training does not adhere to the prindples of "train as you fight" and "train as a unit."

What About Field Level Leadership?

Back to the question of benchmarking corporateleadership devel opment strategies for
workforce implementation. . .doesthe wildland fire leader ship environment more closdly
parallel amlitary environment or a corporate environment? |f we accept the premise
that leadership isabout providing positive motivation and unified direction to a
workforce, then we must examine the consequences and challenges that wildland
firefighters face at the field level. Even the lowest level leaders on thefireline are
routinely put into situations that have life/saf ety consequences and rapid intuitive decision
making demands. From this perspective, the wildland fire leader ship environment is
significantly different from the corpor ate environment at the field level. This contrast
becomes lessdistinct a the upper management levd. In the corporate environment,
consequences at the lowest levd sare borne by the "company” as profit and production
related risk. The decision making processis generaly consensus oriented with the
analytical model being therule. Field level employees will provide input to this process

33



but are rardy put in a positionto make rapid dedsons about life threaten ng situations or
make independent decisions involving largefinanda commitments.

National Fire Academy

The National FHre Acadeny (NFA), based in Emmitsburg, Maryland, is an organization under
FEMA with the following purpose "...to advance the professional development of fire service
personnd. .." The NFA primarily serves the sructurd firefighting community.

TheManagement Science Programat NFA contains anumber of course offeringsrelated to
leadership, supervison and management. Some of these courses contain very distinct leadership
content, such as ethics, leadership styles, coaching and motivating, identifying and reducing
stress, group dynamics and team eff ectiveness.

Thereis no sequencing in the Nationd Fire Academy's curriculum. Inother words, apersonis
not required to be in a certain position to take a certain course (with a few exceptions). Instead,
the coursesfocus on the kill sstsor competenciestha are needed to peform as asupervisor in
the fire service. If aperson is a supervisor, they can take any supervision course they need,
depending on their own self-assessment. Most of NFA's supervision and managemert offerings
are primarily targeted at the chid officer, company officer or bettalion chief level, however.

One offering is caled "Fire Service Supervison: Sdf-Study”, which covers some of the basic
principles and attitudes on stress management, time management, counseling, conflict resol ution
and groupdynamics. Thiscourse is avail able asa download from the NFA web site
(http://www. usfa.fema.gov/nfa/). T his course should be examined by the wildland fire training
community, as its content is probally applicable to many people inour professon.

One big difference between the sructurd fire professon and that of wildland fireisthat thereis
no 310-1 for structural fire. Although the NFPA has professional qualificaion standards none of
the courses at the NFA are requirements for advancement; people go there to take classes
because they believe they will gain knowledge that will help them perform their jobs, not because
a document says they haveto.

Some of the supervision, management and leadership courses preserted by NFA gopear to offer
content that would be of useto the more senior levels of the wildland fire organization (local unit
Fire Management Officer and above). Wildland fire training staff need to become more familiar
with the NFA curriculumin orde to make gecific recommendations for atendance.

National Conservation Training Center

The U.S. Fish and Wildlife Service National Conservation Training Center (NCTC) in
Shepherdstown, WV, has an extengive list of course offerings dealing with supervision and
leadership. These offerings are keyed to the Office of Personnel Management's 27 leadership
competencies much the same way that BLM's |eadership training is desigred.

Coursesrange from "Supervison: Islt For You" to "L eadership Through Influence”. Some
cour ses focus on supervisory roles and responsibilities, some focus on career coaching and
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development, some on identifying behaviord types and effective communication. Assessment
tools are also available, from a 360-degree assessment tool (the Leadership Effectiveness
Invertory) to the Myers-Briggs Type Indicator.

Courses at NCTC are designed for all people in supervisory positions and are not targeted at
emergency management personnel. Analytical decision making skillsseem to be emphesized as
opposad to recognition-primed decison making. Many of the courses appear to offer vauable
material that would be useful to most supervisors, however these types of courses gppear to fit
into the"first 40 supervisory training” niche identified by most agencies None of the courses ae
directly tied to leadership in a high risk work environment where good decision making under
gressis essentia and where poor leader ship decisions can lead to increased threats to life and

property.
ASSESSMENT OF ALTERNATIVES

This andyds was conducted using the SWOT process to evauate Strengths, Weaknesses,
Opportunities and Threats.

Status Quo

Thisalternative consists of leaving the curriciumand the 310-1 basicdly unchanged.
Course revision would be accomplished as planned for existing courses.

Strengths:
. Courses dready exist. Requirements are identified in the 310-1 that
specify currently available courses.
. Provides some of the content needed by our work force as well assome of

the tools.
. Cadres ae already established, consisting of agency employees.

. There would not be additional training needs generated by totally new
courses (no requirement to re-take courses tha are Snply revisions of

older courses).
Weaknesses:

. Only addresses afew of the identified problems with the existing
curriculum (see section titled "Fundamental flawsin the current
curriaulum’).

. Problemsthat could be addressed with course revisonare limitedto: not

specific to leadership, content w/no application, duplication of required
agency training, no method for testing, linkage with differert level
COUrSES.
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Opportunities:

Complete redesign of courses will be necessary, not just asmple revison.

Current course revision model requires in-house (agency employee)
SME's, which really dont exist for development.

Individual entities can develop their own custom curriculafor leader ship
under this system (don't have to compete with anidentified, required
curriculum).

Could obtain authority to substitute existing NWCG courses for agency
supervisory training requirements, or obtain waivers.

Courses could be revised under existing NW CG course revison schedule
(S-281, S-381).

Recent knowledge can be incorporated into course revisions.

Agencieshaveidertified a gap in leadership skills asan ongoing problem.
This gap exists in spite of existing curricula.

Coursesare put onto meet arequirement rather than to provide a tangible
benefit to individuals and agencies.

Custom courses that are developed will not be standardized; there will be a
widerange of delivery methodsused (implying vaiations in quality).

Useof agency personnel for course cadre may be athreat dueto
experienced peopl€s existing and expanding workloads (i.e., they may not
be available when needed).

If courses arenot required, all peopleinkey leadership positions will not
have berefited from |eadership training.

NWCG development staff may not be available to revise courses in a
timely mamner.

Separate Leadership Curriculum

This alternative consists of the development of a connected set of courses that focus
spedficdly onleadership; there woud be alogical and postion-specific progression
through these courses as people develop in their careers. Courses would have a unique
designaor, such asL- rather than S-, to dlow them to be eagly distinguished from
technical skills courses.
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Strengths:

Weaknesses:

Opportunities:

Thresats:

Could solve dl of the identified problems with the exigting curriculum.

If training is required, it would be a strength because everyone would be
getting the same concepts presented in a standardized fashion.

Leadership training, if separated from other training (e.g., ICS

position-oriented skills training) would fadlitatethe recognition of
leadership asadiscrete and necessary discipline and field of studly.

Making leader ship courses required might be unpdatableto some
interagency cooperators who typically resist adding more required cour ses.

There could be a bigger course development workload (and associated
costs), than there would be for smple revisions to existing courses.

Could take alot of time and money to create new courses.

Create a new methodology for course development and revision that
allows for ongoing development/revision as needed, rather than on afixed
time frame (e.g., onceevery 5 yeas).

Can use existing, non-NWCG courses such as in-house, military or vendor
training products.

Ability to build curriculum from the ground up by adding complexity and
content to wha is initially presented to firefighters.

Could help answer the need for the large number of leaders we are going
to need in the near future.

May help agencies address identified |eadership competencies.

Could result in over-reliance on private vendors to produce and deliver
leadership training. This could drive up codts or, inaworg case, resultin
non-delivery of products within prescribed time frames.

Could meet with resstance to the overadl concept of a leadership
curriculum from some NWCG member agencies.
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Provide Resource List of Outsourced Courses/Reading Materials

Thisalternative consists of simply using wha is already available in the private sedor.
Training would not be fire or emergency operations-specific, but could be more
corporate-oriented. Exiging NWCG "leadership” courses would be €eliminated.

Strengths:

Weaknesses:

Opportunities:

Thresats:

No development workload or costs for agencies.

Would expose agency empl oyees to other work enviromrmerts and ways of
thinking/dealing with leadership problems/issues.

Would have access to professional instructors and leadership SME's.

Courses are available to anyone who can pay the fee.

Courses may not be tailored to the fireline or any other type of high-risk
environment.

Could cog alot of money per sudert.

There are currently no standard criteriafor evaluating private-sector
leadership courses for gpplicability to our work force; someone would
haveto do this work, which could be very labor-intensive.

It would be difficult or impossible to establish requirements for leadership

training that are tied to specific courses for specific levels of the
organization.

Look a othe organization approachesto |eadership development.

Could spend alot of time and effort on this and determine that we need
our own leader ship curriculum.

Could result in non-involvement of upper leve agency leadersin
leadership development process.
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. Could result in heavy reliance on special delivery vendors who are subject
to market forces (i.e., bankruptcy etc.).

. There might be areluctance to invest in entry-level personnd who
arguably may be the mog in need of getting leadership concepts also,
most coursesin the private sector are not geared to the "follower” levd.

Other Possible Altematives

Embedding |eadership modules inexisting courses. Th's approach would be quite labor
intendve, subject to agrea ded of duplication, and would takeabout 10 yearsto
implement given the current NWCG course revision schedule.

Cadres could be structured so that people from different occupations (i.e., Operations,

Logidics) arethereto relate how leadership issues are dedt with in their specific
occupation. This could occur in any of the above alternatives.
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